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CHAPTER I 



INTRODUCTION 



The problem of objectively evaluating subordinate 
personnel, who by the natural laws of succession of command 
responsibility must be destined to perpetuate the entity of a 
military or business organization, has, for many years, been 
a subject of a great deal of management and business 
literature. 

There is probably not a business or military 
organization in the world, regardless of size, that does not 
profess to have some type of appraisal system. The problems 
of appraisal must be faced not only by the owners of small 
businesses but with equal impact by the management of large 
organizations. The questions or problems, then, are not the 
necessity of the appraisal, but, as Marion Kellogg has stated 
". . . the questions are:" 

Appraisal for what purpose? On what basis 
should tho appraisal be made? What factors should 
be taken into account? . . . When it involves 
another person, should it be discussed with that 
person? . , , Under what circumstances? And, how 
fully and frankly should it be discussed? These 
are the issues to be argued. These are the 
elements that make appraisal good or bad, 
effective or ineffective. • • 
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Managers should have a good understanding of what 
appraisal Is, how accurate it can be, and what 
they can realistically expect from the appraisals 
they make. 3- 

It would seem apparent that the larger and more complex 
the organization, the more difficult the appraisal problem 
could become to top-level management. There is, however, 
little doubt that, regardless of the size and complexity of 
an organization, the problems involved in personnel appraisal 
are some of the greatest difficulties encountered and almost 
defy adequate solution. 

In attempting to arrive at a reasonable solution to 
this problem, every military and business organization has 
devised some type of appraisal system to evaluate the growth 
potential and performance of its subordinates. It is the 
success or failure of such a system that will largely determine 
if an organizational entity is to bo perpetuated or will 
eventually fail. 

The editors of the Harvard Business Review related to 
the a.bove philosophy in making the following observations; 

The most outstanding accomplishment of Sloan 
and his associates is the durability of their 
achievement. . . . Sloan created at General 
Motors a way of managing a business that 
perpetuates itself and in no way depends on the 
individual genius or virtuosity of any one man. 

How this has been achieved is the real mystery 
of GM. 2 



3-Mar ion S. Kellogg, V/ha t To Do Ab out Perf orraanc e 
Appraisal (Hew York; American Managexaent' Association, 1965), 
pp. 14-15. 

.^Editors, "The Great GM Mystery," Harvard B u siness 
Revie w (September-October , 1964), 166. 
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What the editors were saying was that "the real secret of 
GM's success is not Just the organizational and financial 
techniques described by Sloan and many others, but its ways of 
developing managerial talent. "" 

It would appear that the perpetuation of personnel who 
have the competence, efficiency, talent, flexibility, 
personality, and loyalty to handle positions involving ever- 
increasing levels of responsibility would be the desire of 
every rational organization. The following quotation from a 
pamphlet written by Robert L. Katz adds further impetus to 
this problem: 

Recently, L. L„ Colbert, President of 

Chrysler Corpora tio'n, called the need for better 
men in management the most critical need of our 
times. Gwilyn A. Price, President of Wes tinghouse 
Corporation, has said: "The problem of choosing and 

training personnel so as to insure effective and 
orderly succession to the top levels of management 
is the most engrossing problem that faces corporate 
management. . . . Every company is constantly 
seeking ways to assess human abilities, and so to 
eliminate the risks of accident and haphazard 
choice in the selection of its leaders." 

F or t unc magazine reported: "If any one manage- 

ment problem dominated executives' thinking in 1953* 
it was the executive himself or, more accurately, 
how to find the right kind of people to be 
executives. . . . Over the long pull, « . . the 
basic management problem that will probably get the 
most sustained attention is that of executive 
development." And a host of similar comments could 
be added. 

Clearly, the problem of finding and developing 
good administrators (leaders, managers, or p 
executives) is receiving enormous attention. 



ilbid., 164. 



^Robert L. Katz, Exec utive Skill s: Wh at Makes A Good 

Adminis trator (Amos Tuck School of~”Business, 19547 » p. ~2„ 
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Although uritten in 1953 , the above observation in 
still appropriate to present-clay analysis of the appraisal 
problem, if not more so, due to increased organization size 
and complexities. 

One of the most exciting phrases to appear in the 
field of management within the past fifteen years has been 
Peter P. Drucker's "Management-by-ObJectives" theory. 
Corollaries to this theory have brought about similar concepts 
such as Drucker's "Managing for Results," Odiorne"s 
"Management by Objectives," and many other concepts similarly 
oriented toward management by total objectives. The theory, 
as modified and expounded in recent years, is exciting and 
offers much promise in an era of Increasing organizational 
and human behavioral complexity. Appendix A to this paper 
contains a close examination of the concept of "Management- 
by-ObJectives" and its possible applies. tion to the military. 
This study was prepared Jointly by this writer and five other 
officers as a group project. It has been included in this 
paper to provide the reader with a concise overview of this 
relatively new development in the field of management. It will 
further aid this writer in the presentation of the newest and, 
without a doubt, the most modern approach to the appraisal 
problem-~that of appraisal-by-results. 

Statement o f the Research On. os.tl. on 

Proceeding under the assumption that an appraisal 
system of some type is needed if an organization is to survive 
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as a successful business entity, the following primary research 
question has been explored: 

Does the Marine Corps officer personnel appraisal 
system meet the needs of a modern Marine Corps ? 

As a result of the investigation and analysis of the 
primary research question, six subsidiary questions were 
developed and were subsequently examined. They were: 

1. What is the current philosophy on personnel 
appraisal, particularly as directed toward the management 
executive level in the larger business organizations? 

2. Does the appraisal system provide the Marine Corps 
with an effective managerial tool for aiding in the development 
of company and field grade officers (Second Lieutenants” 
Lieutenant Colonels)? 

3. Does it provide the Marine Corps with an effective 
vehicle for aiding promotion boards in selecting officers for 
the next higher grade? 

4. Is the appraisal system an effective vehicle for 
aiding the Marine Corps in personnel assignment? 

3. How does the Marine Corps officer appraisal system 
environment compare with modern business organizations? 

Further, does a basis for comparison exist and, if so, where? 

6. Can appraisal-by -results be' successfully 
integrated into the Marine Corps appraisal system? 

Scone of the Study 

This writer did not dwell at any length on the 
historical evolution of appraisal systems in the Marine Corps 
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or business organizations since these areas have been 
adequately covered in past theses. Instead, a view was taken 
of the appraisal system problem from a pres exit, real-time 
approach. In particular, an examination has been made of the 
current philosophy of appraisal systems as expounded by some 
of the experts in the fields of management, human behavior, 
and personnel administration. Although it was not within the 
scope of this paper to analyze the appraisal systems utilized 
by industry, or other military services, the opinions and 
conclusions of many experts in the field were reviewed in an 
attempt to obtain a current business philosophy on the 
appraisal problem. A detailed study was made of the appraisal 
system presently utilized by the Marine Corps. 

Pu rpose.. a nd Uti lity of the Study 

The purpose of this paper has been to analyze the 
present Marine Corps appraisal system in order to determine if 
it is satisfying the needs of the Marine Corps and if it is, 
in fact, an effective, viable system of objective personnel 
appraisal. This writer also had the goal of determining what 
the objectives of the Marine Corps appraisal system were. 

The utility of this thesis should lie in the broad, 
but comprehensive, treatment of its scope. This paper will 
provide the reader with an objective and comparative look at 
the breadth of the appraisal question— extending from 
conventional methods to the latest appraisal philosophies. 
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In addition, Chapter III, coupled with Appendix A, will provide 
the reader vrith a basic look at the more important aspects of 
the concept of management-by-objectives. This comprehensive 
study will provide the reader— whether civilian or military— 
with a firm base from which to conduct additional research or 
study in the area of performance appraisal. 



Research Methods Utilised and Methods of Analysis 



The methodology utilized in the research for this 
paper included, primarily, library research but was supple" 
men ted by personal interviews with various experts in the 
field, both civilian and military. Information utilized in 
this thesis was obtained from primary and secondary sources. 
As a general guide, this writer tried not to utilize sources 
which would date past 1965. However, some books and articles 
utilized were of 8 , later date because they ai’e considered 
classics in the field. The analysis of this thesis was 
largely inductive, supplemented by some deductive reasoning. 
Much of the deductive analysis utilized was based on this 
writer’s eleven years of experience in the Marine Corps, 
primarily in direct command assignments. During this period, 
this writer had been fortunate to have worked quite 
extensively with the Marine Corps appraisal system at the 
"working level . " 



Organizati o n, of the Stu dy • 

In Chapter II, the evolution toward a new appraisal 
philosophy will be traced briefly, including the needs for a 
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now system and examining some purposes and weaknesses of the 
conventional systems. The primary purpose of this chapter is 
to provide the background for the study of new appraisal 
philosophy. 

In Chapter III, the opinions and theories of leading 
authors concerning the subject of personnel appraisal will be 
critically analyzed for the purpose of seeking conclusions 
which will form a base for the development of the remaining 
chapters. Primarily, this chapter will deal with appraisal- 
by ^results as this method, or variations thereof, is 
considered by many to be one of the most modern and forward 
thinking methods of personnel appraisal. 

In Chapter IV, a detailed analysis was made of the 
Marine Corps appraisal system in order to determine what 
objectives the system is expected to accomplish and if it is 
meeting the needs of a modern-day Marine. Corps. 

Chapter V contains an analysis of the possibility of 
integrating appraisal-by-re suits into the Marine Corps 
management system. This chapter is primarily concerned with 
the analysis of a recent study conducted to determine the 
feasibility of applying performance standards techniques 
(management“by“Objec tives ) in senior Marine Corps billets. 

Chapter VI contains the summary, conclusions, and 
recommendations drawn from the previous four chapters and 
answers the primary and subsidiary questions. 



CHAPTER II 



THE EVOLUTION TOWARD A NEW APPRAISAL PHILOSOPHY 

Introduction 

Although there have been many criticisms levied at the 
popular conventional instruments of appraisal, there is little 
doubt that their use has, in many cases, completely justified 
their purpose* Conventional rating systems are many and 
varied; McOonkey sees conventional measuring as usually taking 
the form of performance appraisal, or merit rating, which he 
terms as "personality" measuring. Such measurements normally 
emphasize effort expended rather than output achieved. ^ 

This chapter is devoted to an exploration of some of 
the attitudes and developments which have led industry, human 
behavioris ts, and writers in the field of management, to 
consider alternative methods of appraising subordinates rather 
than the conventional methods previously and presently being 
practiced. This chapter will explore the evolutionary process 
which has led to a new appraisal philosophy and will also 
examine the major purposes and weaknesses of conventional 

■*\Dale D. McOonkey, "Judging Managerial Performance: 
Single vs. Multiple Levels of Accountability,", in Executive 
Leadership: The Art of Suc ce ssfully Managing Resource s. , e d . 

by Phillip Grub and Norma M. Looser (Wayne, Pennsylvania: MDI 
Publications, 1969 ), 363 . 
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methods * The theories and observations discussed will be 
reinforced by two recent studies conducted within the General 
Electric Company* to evaluate their conventional appraisal 
system. 

The Evolut i on of a hew A p praisal . Philosophy 

Patton envisions a three-step evolution of appraisal 
systems, beginning with early approaches of appraising 
performance in terras of preconceived characteristics which 
personnel being evaluated were expected to possess. These 
early (and still frequently used) systems did not attempt to 
appraise performance in terms of results obtained by the 
evaluated, either from his decisions or direct influence. 
Weaknesses of such a system were: 

1. The inability of appraisal characteristics such as 
leadership, Initiative, dependability , Judgment, to 
effectively measure a man's performance. Usually, such 
ratings reflect what is thought of a man rather than what he 
does. 

2. The lack of performance criteria that can be 
related to Job responsibilities. Concentration on personality 
traits tends to ignore objective measurements of actual 
performance such as can be developed from budgets and 
accounting reports. 

3. The highly subjective nature of such reports makes 
it extremely difficult for superiors to feedback their 
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evaluation of the subordinate’s performance to the individual 
uho has been evaluated,'*' 

The second step in the evolution was the mathematical 
approach. This approach was an attempt by appraisers to 
overcome the inherent weakness of the subjective, trait- 
oriented systems. Procedures were developed to measure 
performance in terras of individual goals or targets. .In many 
Instances, bonus plans were developed from this system to 
reward the Individual uho met his individual goals not only by 
a high performance ranting, but by a monetary compensation as 
well. The mathematical approach thus attempted to eliminate 
subjective judgment as a means of determlnign bonuses and 
measuring performance in terms that are understandable to the 
Individual, Like the subjective approach, the mathematical 
approach also has some serious shortcomings : 

1, Once individual targets have been established, 
there is a strong tendency for mathematics to take over the 
basic responsibility of management to manage. 

2. Individual goals set at the beginning of the year 
must be consistent between divisions, or their functions, if 
the mathematically derived payoff at the year's end is to be 
fair. If such is not the case, then executives will be over- 
paid or underpaid as a result of forces beyond their control, 

■*’Arch Patton, "How to Appraise Executive Performance, " 
Ha rvard Business Review ( January-Pebruary,. I960), 63. 
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3. Mathematically derived payoffs coming from pro-set 
goals do not allow for adjustments in rewarding an individual 

l 

for difficulty of accomplishment* “ 

The third and final step in the evolution, as viewed 
by Patton, is the planned performance approach, also called by 
many other names: appraisal-by-results, programmed management, 

and raanagement~by-objectives . This approach is basically a 
combination of the better aspects of the first two systems, 
and was . . aimed at providing a sound basis for judging 
the relative performance of executives, expressed in terms of 

A 

their individual responsibilities."^ The bulk of the third 
chapter will be devoted to an analysis of this third stage of 
appraisal evolution. For purposes of this paper, the term 
"appraisal-by-results " will be utilized to describe this new 
approach. 

The controversy over whether or not a need exists for 
a new appraisal system continues with many authors defending 
the pros and many defending the cons of the issue. Consider, 
for instance, this statement from Odiorne : 

Several summers ago, the author and his 
colleagues were preparing materials for a film 
strip on management development. The film was 
designed to explain to a company how management 
development worked and how it could help in the 
conduct of company business. The third section 
of the film vras to be on the subject of ma nag ement 
appraisal . To insure that the best and latest 

1 Ibld . , 64-65 . 

2 Ibid. 
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techniques were incorporated in the film, we 
invited a number of authorities on management 
development to confer with us on the subject and 
set us straight about what was right and wrong in 
management appraisal. The result, of course, was 
chaos . 

ho body could agree with anybody else~*»and this 
disagreement over philosophy and method in 
appraising the performance of subordinates 
continues without much let-up among other 
spokesmen in the field. Douglas McGregor, 

Philip Kelly, Harold Mayfield, and Virgil Rowland 
are four of the principal protagonists.- 1 

Mayfield maintained that "... the conventional tools 
of appraisal and of process interview are surprisingly 
effective and free from difficulties when used with reasonable 
judgment. " 

In fairness to the conventional system, it should be 
pointed out that full support for any radical changes to the 
conventional system has not been achieved, and it is likely 
that the controversy will continue until either a new approach 
has been overwhelmingly accepted or rejected. 

As previously mentioned in this chapter, conventional 
methods, tempered with rational judgment, effective feedback 
methods, reasonable goals and expectations, and based on 
across-the-board fair and clearly defined criteria, could 
provide management with an effective system of appraisal. 
However, in the attempt to obtain such a complete conventional 
system, it has been found that management is merely knowingly 



^George S. Odiorne, Manage m ent by Objectives; A System 
of Managerial le a dership (New York: Pitman Publishing 

Corpora tio n *1965 )7 p . 17 2 , 

^Harold Mayfield, "In Defense of Performance Appraisal," 
Harvard Business Review (March, I960), 81. 
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or unknowingly sliding toward Patton's evolutionary 

mathematical and planned performance approaches. Although 

this may be an oversAmplif ication of the problem, it is 

unlikely that any author can deny that there cannot exist in 

« 

any organization an administrative procedure that defies 
change. The complexities of present-day industry, interwoven 
with highly sophisticated systems of development and control, 
have placed demands on management, almost beyond comprehension. 
Coupled with these changes, we now have a society of people, 
most of whom have passed through the third stage of Maslov* s 
"Needs Hierarchy""*' and are now seeking autonomy and self- 
actualization. These are not the same individuals who, ten 
to twenty years ago, would allow themselves to be neatly 
categorized by a scale of obtuse, and unclear ly defined 
characterizations of what management expects of them. Future 
management should now be prepared to cope with intelligent, 
knowledgeable, and demanding executives— executives who v?ant to 
know where they are going, what is expected of them, and how 
they can adapt or reorient their methods of achieving the 
goals or objectives expected of them. 

Leavitt and V?hisler foresee two possible outcomes of 
appraisal systems in the 1980' s: 



^Leonard R. Sayles and George Strauss, H uman Behavior 
in Orga nizati ons (Englewood Cliffs, N.J, : Prentice-Hall, 

Inc., 19o67T~P» 18. According to the "needs hierarchy theory," 
"human needs can be ordered into an hierarchy with physical 
needs being the lowest and more basic, followed, in ascending 
order, by security, social, egoistic, and self-actualization 
needs. In this hierarchy, a higher less basic need does not 
provide motivation unless all lower more basic needs are 
satisfied, but once a lower-level need is satisfied, it no 
longer motivates." 



1. Appraisal of higher management performance 
will be handled through some devices little used 
at present, such as evaluation by peers. 

2. Appraisal of the new middle managers will 
become much more precise than present rating 
techniques made possible with the development of 
new methods attacking specific values to input- 
ou tpu t parame ter s , 1 

Although the need for a new system has not been 
scientifically and conclusively agreed upon, there is a firmly 
established need to continuously re-evaluate every system, 
with the idea of possible improvements to bring it in line with 
the present-day environment. 

To carry -this subject still further, there are some 
experts who envision the increased usage of management 
information systems in industry as opening new horizons in 
appraisal systems development. One recent study, which lasted 
some twelve years, and covered over 200 organizations, 
identified the following benefits which were derived from the 
increased implementation of computers in industry: 

1. The computer has changed the measures managers 
use to evaluate the performance of their subordinates. And, 
although the ideal measure has not been changed, the actual 
measure has. 

2. Development and use of information systems has 
permitted industry to examine the problems in a given area 
more closely and to evaluate the appraisal of managers 
involved on the basis of up-to-date, reliable, and quantifiable 
data . 



^-Harold 
in the 1980's," 
1958), 48. 



J. Leavitt and Thomas 1, 
Harvard Business Review 



Whisler, "Management 
(November -December, 
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3. Management information systems have enabled 
management to request more detailed back-up statistics c?n many 
problems than was possible before the advent of the computer. 
This increased information makes it possible for managers to 
apply pressure* organize activities* and up-date performance 
criteria.'*' 

Based on the evidence novr coming in from management 
information studies, it seems increasingly likely that 
"computerized" industry will now be able to develop new 
appraisal systems and improve existing ones based on 
quantifiable and objective data. Hew developments in 
information systems could give more impetus in the evolution 
toward a planned performance or appraisal-by-results era. 

At least evidence strongly indicates that future implementation 
of planned performance systems would not only be more feasible 
but practically desirable, in terms of ease of implementation 
and monitoring. 

The Purposes of Conventional Appraisal Systems 

Before proceeding with an examination of the system 
of appralsal-by-results * it would seem appropriate to first 
make a brief evaluation of some of the more popular purposes 
of appraisal systems* which will be followed in the next 
section by an evaluation of how well these purposes have been 
accomplished by conventional appraisal methods. 

^Charles W. Hofer* "Emerging EDP Patterns, " Harvard 
Business Review (March-April, 1970), 29-30. 
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It can be said that appraisal systems serve, or can be 
developed to serve, three basic purposes in any organization, 
whether military or business. They are: administrative, 

informative, and motivational . -1 Likewise, the rating scales 
utilized to achieve the above purposes are concerned with 
three kinds of concepts: personality, performance, and 

product. ^ A brief description of each of these purposes is 
as follows : 

t 

Admi nis tra ti ve Pur pos e s 

Administrative purposes are numerous and include such 
uses as promotion, reduction, transfers, salary administration, 
and assignment to special training programs, to name a few of 
the more popular applications. 

Informational Purposes 

Appraisal systems utilized for information purposes 
provide a feedback system by which a subordinate can be 
appraised of his performance. This feedback information can 
come in the form of criticism or praise, and is usually 
presented to the subordinate by means of an appraisal interview. 
It is hoped that information provided to the subordinate 
reflecting shortcomings will provide him with a base from 
which he can proceed to develop a program of self-improvement. 

■^Douglas McGregor, Th e Human Side of Enterpris e, (New 
York: McGraw Hill Book Company, Inc.’, 196*0), pp. 82-8*8. 

^Richard S. Barrett, Performance Rat ing (Chicago, 111.: 
Science Reseai-ch Associates, Inc., 1966 ), ~p~*. 33 . 
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In addition to providing a feedback of information to 
the subordinate, conventional appraisal systems also provide 
information to the organization enabling it to evaluate the 
performance of the subordinate relative to his peers. The 
feedin of information to the organization ties in directly to 
the administrative purposes discussed above. 

Motivational Purposes 

There are many writers who feel that once performance 
information has been fed back to the subordinate it will 
encourage or motivate him to improve any noted shortcomings. 

If the individual is praised it is hoped that the "pat on the 
back" would motivate or inspire him to still further improve- 
ments, or boost his morale to such a degree that increased 
efficiency would result. 

The Weaknesses of Conventional Anrralsal Systems 
Having examined the three; purposes of conventional 
appraisal systems, an analysis will now be made of how well 
the conventional appraisal process has achieved the accomplish- 
ment of its purposes. In this analysis, the opinions of several 
noted authors will be objectively examined. It is hoped that 
this examination will provide the reader with an objective 
overview of some of the weaknesses or points of contention 
which are presently embroiling the appraisal system controversy. 
In order, some of the weaknesses of appraisals used for 
administrative, information and motivation will be examined. 



